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1.  INTRODUCTION

This document was been developed by Regional Support Agencies who were involved in supporting Family Resource Centre Projects throughout the country. It is based on their 15 years of experience in assisting Projects with this area of work and it is hoped that it will:

· Bring about  some clarity and consistency in the format of how  Workplans should be developed 

· Be of assistance to Projects in their planning process 

· Support the development of a clearer criterea for assessment of Workplans

The Three Year Strategic Workplan should be the central document that identifies the aims, activities and target groups of the  Project. It should also inform its budget, staffing and other resource needs and should be a document that is well known and in ongoing use by both management committee and staff. It should also be clearly understandable to anyone outside the Project including the local community, finders and other agencies. Ideally each Project’s Three Year Strategic Workplan should also be the basis for yearly Operational Plans that can be of assistance to staff in how they carry out their work and become part of Performance Management systems.

2.  THE IMPORTANCE OF STRATEGY

A Three Year Workplan should be strategic (See APPENDIX 2 for Explanatory Notes). That is, it should include a vision of what underpins the Project, where it wants to be and what is wants to achieve over the three year period and also show an awareness of both internal and external factors that will assist it in achieving its aims.

Why is Strategy important? 

In some cases Workplans can be viewed as either a statement of activities or a reporting document. A Project Workplan that is not strategic can reflect a Project that is not strategic. Typical symptoms of this could be identified as follows:

· There is a lot of activity but not a lot of tangible outcomes;

· The Project is constantly reactive to issues as they arise rather than planning and being focussed on the key areas they should address;

· There can be an ‘organisational drift’ where the Project drifts from problem to problem with grey areas on staff and management roles, work and reporting issues and management committee crises. 

3.  OVER ALL ORGANISATIONAL APPROACH

In older Projects the Strategic Workplan should be viewed as a document that serves the over all organisation. This issue relates more to Projects that have attracted funding from various sources to develop areas of work. An over all organisational Workplan can outline how different funded programmes affect and influence how the Project functions and how it can be managed in terms of line management, teamwork, budgeting and reporting. From the FRC point of view, it should also show how community development influences the role of the organisation as a whole. 

4. THE PROCESS BY WHICH PLANS SHOULD BE DRAWN UP

From a community development point of view , the process behind a Three Year Strategic Workplan is crucial and will largely determine the extent to which it will be both understood and implemented by the organisation as a whole. The process for drawing this up should  include the following;

STEP 1:
PLANNING THE PROCESS

The role of the Core Staff, Chairperson and Management Committee should be central to ensuring that the Workplan is drawn up. A meeting should take place between the VBOM, staff and the Regional Support Agency to discuss:

· The planning the process; 

· How up-dated demographic information will be gathered and who will undertake it;

· How and when a review of the previous Workplan and information from the SPEAK evaluation system will take place;

· How a new consultation process and needs analysis will be undertaken;

· Agreement as to what role the VBOM, staff and the Support Agency will play in carrying out the work involved;

· Agreements as to what will be facilitated and written up by the Support Agency / by the Project.

STEP 2:
UP DATED DEMOGRAPHICS AND REVIEWING 



DOCUMENTATION

Up dating demographics

Prior to the drawing up of the Three Year Strategic Workplan, some research should go into up-dating the statistics and demographics of the area. This will help in assessing changes in the area, target groups, issues and other parallel policy initiatives. 

The results of up dating the information will be to support any changes to how the Project responds to issues in the community and should be part of informing the strategic planning process. Ideally this should be carried out half way through the final year of the 3 year contract.  



Reviewing documentation:

In tandem with undertaking up dating the demographic information a review should also take place of the previous Three Year Strategic Plan and the SPEAK evaluation documentation. This will assist in the process of gaining an understanding of:

· What was achieved and how did that impact on the community;

· What were the blocks to progress;

· What areas of work were completed and what needs to be carried over into the next three year period.

STEP 3:
CONSULTATION & NEEDS ANALYSIS

To ensure that the Workplan is based on the current needs of the community a consultation process should to be carried out both internally and externally and include: 

· The staff and VBOM of the Project;

· Project users and groups which are supported by the Project;

· The community in which the Project is based, either through house to house questionnaires or facilitated open community meetings;

· Other agencies and organisations with whom the Project has a working relationship with.



This process takes time to plan and carry out and should be 



initiated around September to allow for the time required.



See APPENDIX 1 for sample Community Questionnaire

STEP 4:
WRITING UP OF THE PLAN

Once the information has been gathered the VBOM and staff of the Project need to participate in a number of workshops  with the Regional Support Agency (if this has been agreed at the planning stage)  in using the information to:

· Review the mission statement and aims to ensure that they accurately reflect the organisations goals for the next three years

· Prioritise the key areas of work.

· Write up the first draft (Could be either the RSA or Co-ordinator)

· Drafts should be circulated with room for comments and amendments before the completed document is finished.

The  time frame for developing a Three Year Strategic Workplan could take from three to six months. Ideally work on this should start 6 months before the existing Workplan comes to an end.

5.  PROPOSED STRUCTURE FOR A WORKPLAN

See APPENDIX 2 for Explanatory Notes for  information relating to the headings and structure of Workplans,  and see APPENDIX 3 for a Sample Template for Workplan.

The Workplan should be clear in its language and written in a report format rather than being descriptive. The structure should include the following key elements;

SECTION 1:
An introduction and background information on the Project’s history and development along with back up demographic information.

SECTION 2:
Consultations carried out and up-dated needs analysis.

SECTION 3:
Strategic section which should include:

· The Projects Mission Statement;

· An Equality Statement;

· 3 / 4 Strategic Aims of the Project for the next 3 years;

· No more than 4 / 6 Key Areas of Work. Included in the 

Key Areas of Work should be  the target groups  and 

activities that will be supported by the Project as well as     

external networking;  influencing policy and internal 

organisational development of the VBOM / staff / 

structures.

· Each Key Area of Work should have no more than  3 / 4 

identified Long Term Impacts;

· Linked to Key Areas of Work should be a number of 

concrete Actions and an outline of the Expected 

Outcomes for each Action over of the three year period.

SECTION 4:
An outline of the roles and structures of the VBOM, a profile of members and their experience  to date along with the structures in place to recruit new members for the VBOM.


In addition this section should also include the Projects plan to provide ongoing training for the VBOM.

SECTION 5:
A profile of the staff roles, job descriptions and supervision structures.

SECTION 6:
Three year projected budget for funding contract.

6.  OPERATIONAL PLAN 

The Three Year Strategic Plan should be supplemented by the development of an internal Annual Operational Plan. This should be seen as part of the  process of  implementing the over all Workplan. This could be facilitated by the Regional Support Agency or the Co-ordonator and should involve all other relevant staff. The method used would be to take the Actions and Expected Outcomes detailed for year one of the Three Year Strategic Workplan and develop a monthly time frame for implementation which will include who, how and when. (See APPENDIX 4 for Sample Template of an Annual Operational Plan)

APPENDIX 1

_______________________________________________________

EXPLANATORY NOTES

1. 
Being strategic:


Being strategic means beginning with a clear mission that leads to a 
Workplan and ends with outcomes. It means being action focussed and 
something that you work for not hope for. Strategy gives a sense of 
confidence, stability and direction in the face of uncertainty and change, 
keeping the Project pro-active rather than re-active on key issues.

2. 
Mission Statement:


The Mission Statement is one or two sentences that outlines to funders, 
the community and other agencies / organisations what the Project is 
about.

3. 
Equality Statement:


The Equality Statement is one or two sentences that are links the work of 
the Project to the wider equality legislation and demonstrates the Projects 
ethos of inclusion and anti discriminatory practice.

4. 
Overall Strategic Aims of the organisation:


The overall Strategic Aims of the Project , of which there should be no 
more than three or four, should outline in broad terms what the Project is 
hoping to achieve over the next three years.

5. 
Key Areas of Work:


The Key Areas of Work, of which there should be no more than four to six 
areas,  should outline clearly what the priorities and the focus of the 
Project’s work will be over the three years period. These priorities will 
primarily focus on the needs identified through the consultation and 
information gathering process. However, for the long term sustainability of 
the Project there are  two other areas that would also need to be 
incorporated within the Plan, these relate to:

· External strategic networking and influencing policy;

· Internal organisational development including:


~ The development of the management committee


~ The development of staff


~ Work with the Regional Support Agency

6. 
Long Term Expected Impacts:


Related to each Key Area of Work  should be two to three  Long Term 
Expected Impacts. These should be framed in such a way as to articulate 
the wider impacts and positive benefits of this work on the community

7. 
Actions and Expected Outcomes:


Also linked to each Key Area of Work should be a number of concrete 
Actions and an outline of the Expected Outcomes of each Action for years 
one, two and three. These Expected Outcomes can be incorporated into 
the SPEAK self evaluation process and used as indicators by which the 
Project can asses the progress of their work over the three year period

APPENDIX 2

_______________________________________________________

SAMPLE COMMUNITY QUESTIONNAIRE

SAMPLE COMMUNITY CONSULTATION QUESTIONNAIRE

1. INFORMATION RE QUESTIONNAIRE

Reference No:  ________________     Name of Collector:  ________________

Geographical area:________________________________________________

2. INFORMATION ON HOUSEHOLD  ~ No 2 THIS IS OPTIONAL

Name of householder: _____________________________________________

Address: ________________________________________________________________

________________________________________________________________

3. NUMBER OF OCCUPANTS AND AGE PROFILE

Number of people in the household and age. (Tick appropriate box).

	0 - 5
	6 - 12
	13 - 18
	19 - 30
	31 - 40
	41 - 50

	M
	F


	M
	F
	M
	F
	M
	F
	M
	F
	M
	F

	51 - 60
	61 - 70
	0ver 70
	Total No Adults
	Total No of children

	M
	F


	M
	F
	M
	F
	
	


4. NATIONALITY

	IRISH
	OTHER NATIONALITY

	
	


5. HOW PEOPLE VIEW THE COMMUNITY

5.1  
How long have you lived in the community (Tick appropriate box).

	0 – 5 yrs
	6 – 10 yrs
	11 – 20 yrs
	21 – 30 yrs
	31 – 40 yrs
	41 – 50 yrs
	Over 50 yrs

	
	
	
	
	
	
	


5.2 
 What would you say is good about living in this community 
(Tick 
appropriate box).

	Community spirit
	Good neighbours
	Safety issues in the community
	Work opportunities
	Access to childcare facilities
	Access to shops

	
	
	
	
	
	

	Access to sports and leisure
	Access to transport
	Access to adult ed. / training opportunities
	Access to services eg GP,

Community care etc.
	The 

environment
	Access to schools

	
	
	
	
	
	

	ANY OTHER  COMMENTS

	


5.3  
What in your opinion are the key issues and concerns for people 
living in this community. (Tick appropriate box).

	Anti-social behaviour
	Environmental issues
	Drug and alcohol miss-use
	Public transport
	Unemployment

	
	
	
	
	

	Lack of neighbourliness
	Access to second chance educational opportunities
	Loneliness or isolation
	Access to services and facilities
	Access to affordable childcare

	
	
	
	
	

	ANY OTHER ISSUES NOT SPECIFIED ABOVE

	


5.4 
Is there any community activity or actions you would like to see 
happen in the area that would address the issues you have 
identified. 

	YES
	NO

	
	


If YES what might that be (Tick the box)

	SUGGESTIONS FOR ACTION

	


5.5   
Would you or any member of you family like to be involved in a 
voluntary basis in 
addressing some of those issues

	YES
	NO

	
	


If YES what might that be (Tick the box)

	Involved in an 

Action Group
	Helping with events
	Sharing ideas
	Sharing skills

	
	
	
	

	ANY OTHER SUGESTIONS

	


6. HOW PEOPLE VIEW  THE PROJECT.

6.1 
Have you heard of the …………..

	YES
	NO

	
	


If YES what kind of things do you think ………………. does (Tick the box)

	Childcare Service
	Renting rooms out to other groups
	Supporting different groups
	Computer Training

	
	
	
	

	Providing  Information
	Providing education and training opportunities
	Providing personal supports and counselling
	Providing supports / activities for families

	
	
	
	

	ANY OTHER COMMENTS NOT MENTIONED ABOVE

	


6.2  
Have you or anyone in you family had direct contact with the Project.

	YES
	NO

	
	


If YES please tick what service or supports you have used (Tick the box)

	Childcare Service
	Using the facilities
	Being part of a group that the Centre supports
	Taking part  in Computer Training

	
	
	
	

	Accessing  Information
	Taking part in education and training opportunities
	Individual support
	Taking part inactivities for families

	
	
	
	

	ANY OTHER COMMENTS NOT MENTIONED ABOVE

	


6.3 
 If you used …………….. did you find it welcoming and a comfortable 
place to be.

	YES
	NO

	
	


If YES how would you rate your experience of ……………….. out of 10 (Circle the box)

	1


	2
	3
	4
	5
	6
	7
	8
	9
	10


If you said NO what was the problem

	WRITE DOWN COMMENTS ON WHAT THE PROBLEMS WERE 

	


6.4  
Is there anything that would encourage you to take part in the 
activities of the Centre what might that be.

	WRITE DOWN COMMENTS ON WHAT MIGHT HELP PEOPLE PARTICIPATE IN PROJECT ACTIVITIES

	


6.5 
Could the Project  keep you better informed about their activities 

	YES
	NO

	
	


If YES how might this happen (Tick the box)

	Door to door leaflets
	Posters
	Leaflets through the schools
	Local radio
	Parish news letter
	News paper
	Other

	
	
	
	
	
	
	


6.6   What activities would you like to see happen in the Centre.

	WRITE DOWN COMMENTS ON WHAT ACTIVITIES PEOPLE WOULD LIKE TO SEE HAPPEN IN THE CENTRE

	


APPENDIX 3

_______________________________________________________

UP-DATING THE DEMOGRAPHIC PROFILE

SAMPLE INFORMATION REQUIRED FOR

UP-DATED DEMOGRAPHIC PROFILE

1. BRIEF DESCRIPTION OF THE AREA IN WHICH THE PROJECT IS BASED

2.  PROFILE OF THE COMMUNITY

2.1 Age Profile

TABLE 1:  Overall  age profile.        

	AREA
	Total Population
	% of Pop. aged 

0 ~14
	% of Pop. aged 

15 ~24
	% of Pop. aged 

25 ~ 44
	% of Pop. aged 

45 ~ 64
	% of Pop. aged 

65 ~ 74
	% of Pop. aged 

75 ~ Plus

	
	
	
	
	
	
	
	


TABLE 2: Age dependency of the community.

	
	Number
	% 2006
	% 2002

	Age Dependency
	
	
	

	Elderly 65+ years
	
	
	

	Young people & Children  0  - 18yrs
	
	
	


2.2  Profile of residents

TABLE 3: Breakdown of residents in the community.

	
	Number
	% 2006
	% 2002

	Foreign Nationals

(Non Irish, non UK nationality)
	
	
	

	Temporary Households

(Including caravans, mobile homes and peoples sleeping rough on census night)
	
	
	

	Settled / Irish national households
	
	
	


2.3 Over all population

TABLE 4: Population of the community.

	AREA
	POPULATION
	MALES
	FEMALES

	
	2006
	2002
	1996
	2006
	2002
	1996
	2006
	2002
	1996

	
	
	
	
	
	
	
	
	
	

	TOTAL
	
	
	
	


3. DEPRIVATION INDICES

TABLE 5: Deprivation Indices 

	AREA
	Absolute Index Scores
	Change in Absolute Index Score

1991 ~ 2006
	Relative Index Scores

	
	2006
	2002
	1996
	1991
	
	2006
	2002
	1996
	1991

	
	
	
	
	
	
	
	
	
	


4.  HOUSEHOLD STRUCTURE

TABLE 6: Numbers of lone parent households in  the geographical area in which the  Project is based 

	Target Areas in which the Project works
	Total family units with children
	Total family units who are lone parent households
	Total % of family units who are lone parent households

	
	
	
	


5.  HOUSING / NATURE OF OCCUPANCY IN THE 

PROJECTS GEOGRAPHICAL AREA 2006

TABLE 8: Nature of housing occupancy  in the community

	Target areas

in which the Project works
	Total permanent private house

holds
	Owner occupied with and without mortgage
	Buying from Local

Authority
	Rented from local Auth.
	Rented from Vol.

Body
	Rented   from other
	Occupied

free of rent
	Not stated

	
	
	
	
	
	
	
	
	


6.  UNEMPLOYMENT LEVELS

TABLE 9: Economic status of the Projects Target Community

	Target areas

in which the Project works
	% Population

 at work
	% Population

Un-employed

(Unemployed and first time job seekers)
	% Population Home Duties

	
	
	
	

	2006


	
	
	

	2010


	
	
	


7.  EDUCATIONAL ATTAINMENT

TABLE 10: Educational attainment 

	Target areas

in which the Project works
	% Pop, no formal or primary education only
	% Pop. Lower secondary education
	% Pop. Upper secondary education
	% Technical or vocational education
	% 3rd level education

	
	
	
	
	
	


APPENDIX 4

_______________________________________________________

SAMPLE TEMPLATE FOR THREE YEAR STRATEGIC WORKPLAN

CONTENTS

SECTION 1:
Introduction / Background to the Project / 




Demographic Profile.

SECTION 2:
Consultation and up-dated needs analys.

SECTION 3:
Strategic Workplan including:

· Mission statement

· Equality Statement

· Strategic Aims

· Key Areas of Work & Expected Long Term Impacts

· Actions and Expected Outcomes for years 

     1, 2 & 3

SECTION 4:
Profile, structure, turn over of Directors and training plan of the VBOM.

SECTION 5:
Staffing roles, job descriptions and supervision structure.

SECTION 6:
Three year projected budget.

SECTION 1


INTRODUCTION / BACKGROUND TO THE PROJECT

SECTION 2

UP-DATED DEMOGRAPHIC PROFILE OF THE AREA AND NEEDS ANALYSIS 

SECTION 3

THREE YEAR STRATEGIC WORKPLAN

	MISSION STATEMENT



	

	EQUALITY STATEMENT



	

	STRATEGIC AIMS



	

	SAMPLE KEY AREAS OF WORK 

 

	No. 1:     Internal Organisational Development of the Project

No. 2:     External networking and engagement with Policy Work

No. 3:     Outreach Work and support to  specific groups in the community

No. 4:     Family Support Work

No. 5:     Provision of education and training opportunities




	SAMPLE KEY AREA OF WORK No 1: Internal Organisational Development of the Project



	LONG TERM EXPECTED IMPACTS OF THIS AREA OF WORK FOR THE COMMUNITY



	To be developed by the VBOM & staff



	SAMPLE ACTIONS
	EXPECTED OUTCOMES  YEAR 1
	EXPECTED OUTCOMES YEAR 2
	EXPECTED OUTCOMES YEAR 3

	ACTION 1: Recruiting new people for the VBOM


	To be developed by VBOM and staff
	
	

	ACTION 2: Training and development of the VBOM


	
	
	

	ACTION 3: Development of internal policies and procedures


	
	
	

	ACTION 4: Development of staff team


	
	
	


SECTION 4

PROFILE, STRUCTURES AND TRAINING PLAN OF THE VBOM

SECTION 5

STAFF ROLES, JOB DESCRIPTIONS & SUPERVSION STRUCTURES

SECTION 6

THREE YEAR PROJECTED BUDGET 

	TABLE 1: General Expenditure



	
	YEAR 1 
	YEAR 2 
	YEAR 3 

	Salaries

* See breakdown in Tables 3,4,5 & 6
	
	
	

	Travel and Subsistence
	
	
	

	Rent & Rates
	
	
	

	Office Supplies
	
	
	

	Postage
	
	
	

	Equipment Hire/ Leasing/Servicing
	
	
	

	Telephone & Communications
	
	
	

	Light & Heat
	
	
	

	Insurance
	
	
	

	Bank Interest & Charges
	
	
	

	Auditing / Accounting Fees
	
	
	

	Legal fees
	
	
	

	Management and staff training and support
	
	
	

	TOTAL


	
	
	


	TABLE 2:  Funding from other sources



	Funder  and Initiative
	Amount

	
	

	
	

	
	

	
	

	
	

	TOTAL


	


	TABLE 3: Salary for Project Manager



	
	Year 1   
	Year 2   
	Year 3   

	Salary
	
	
	

	Employers PRSI
	
	
	

	Pension Employers Contribution
	
	
	

	TOTAL


	
	
	


	TABLE 4: Salary for Project Outreach / Development Worker



	
	Year 1   
	Year 2   
	Year 3   

	Salary
	
	
	

	Employers PRSI
	
	
	

	Pension Employers Contribution
	
	
	

	TOTAL


	
	
	


	TABLE 5: Salary for Project Administrator



	
	Year 1   
	Year 2   
	Year 3   

	Salary
	
	
	

	Employers PRSI
	
	
	

	Pension Employers Contribution
	
	
	

	TOTAL


	
	
	


	TABLE 6: Total Salaries



	
	Year 1   
	Year 2   
	Year 3   

	Salaries
	
	
	

	Employers PRSI
	
	
	

	Pension Employers Contribution
	
	
	

	TOTAL


	
	
	


APPENDIX 5

_______________________________________________________

SAMPLE TEMPLATE FOR ANNUAL OPERATIONAL PLAN

	 KEY AREA OF WORK No 1: Project Maintenance



	ACTIONS
	WHO
	WHEN
	WHERE
	EXPECTED OUTCOMES YEAR 1

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



